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The Inspector (enersl's Heport on the Personnel Uffiee presents s
generally sound analysis of the Agency's over-all personnel management
probleme, In sddition, it pointe to the general confusion among divided
responzibilities and authorities for personnel nansgesent which has been
the basic cause of meny of the deficiencies in the Agency’s persomnel
progran. However, in reading the Report, it is diffiscult to distinguien
resdily Letween those deficisncies and proposed chsnpes which are
actually within the control of the Fersonnel Cffice and those which ine
volve other authorities concerned with personnel msnsgement activities.
In general, the head of the Personnel Uffiee should be responsible for
professionsl snd tecimicel advice to the Director and to operating
officials on personnel matters, should provide centralized personnel
services, as appropriate, and should monitor the Agency's personnel pro-
gram on behalf of the Director. Opereting supervisore, on the other hand,
should generally be responsible for day-to-dey personnsl managesent ace
tivities in connection with the accomplishment of thelr respective
missions, Therefore, it is very important to distingish between those
asthorities for personnel management delegated to the Personnel 2ffice and
these delegated to operating officisls. Thie need is particularly zp-
pearent at opersting levels in the Personnel ffice., For example, 2
placement offiger is constantly faced with the necessity of considering
such conflleting interests as those of career components and verioue
levels within operating components, as well as those of such btechnical
authorities as tle Uedical and Security Offices and the 3ffice of Training.

a. Page 2 of the Heport
i1) Parsgraph 4-2:

“while admittedly other factors are involved, it is never-
thaless apparent that personnel management is nore than
25X9 & little to blame for the loss of ihe ll exployese who
were terminated betwesn 1 Jamsary and 30 June 1553."

To the extent that employee turnover is within Agsnoy con-
trol, "persormel mansgemsnt® is primarily to blame for sueh
turnover. However, little of this turnover can be atiributed
to deficlencies in the coperating programs of the Personnel
Offlce or to other personnsl mansgement activities over which
the Personnel Office has had practical control suthority. It
is practically impossible for any employer to officially deter-
nmine the ®true reasons® for resignations. .owever, ocur best
sfforts to eolicit and analyze the factors resulting in turnaver
indlcate that the majority of separations were eitier beyond
the control of the Agenoy, or were related to the Agency's
security requirements or to deficiencies in supervision and
other activities outside the control of the Persomnsl iffles.
In spite of the highar medical and security requirements of this
Agency, the average aontily separation rate for CIai during the
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perled January 1 through Jume 30, 1953, was l.hi as compared
with 2,27 for the Federel “overnment as a whole and with L.1%
for menufacturing industry.

{2) Paragraph B:

ployees,..Thls represente an extremely high proportion when

the Independent 3ffices Appropriaiions ict in recent years
has stipulated that there be one person in fersonnsl for
25X9 every llll owployees,"

The Agency nust be prepared io meet any criticisms which
might arise through comparison of tie size of ite persomnel staff
witii tiose of other Federal establisiments, iowever, it should
os recognized that the apolication of standard personnel ratios
has been scmewhat discredited and is not as popular as it was
eome tims ago., For example, the 1553 report of the Senate Sub-
committes on federal sanpower Policies concludes that "standard
psrsomel stafllng ratios, per se, are incompatible with NANALS-
ment improvement goals sponsored by the Conpress s bie President,
or agencles tismselves." Of necessity, tuls igency reguires
personnel speclaliets to perform functions whlch are not re-
quired in all Federsl agencies and whieh would be excluded by
the Buresu of the Budget in computing ratios, For example, our
sontraciing, special recruitment, testing and centeal progessing
functions and overseas personnel administration would not be ree
quired in most other agencies. 4ilso, it is generally recognized
thal more personnel specielisis are required in 2 new and
growinag organization in which basic personnel policy is being
deternined than would be needed in an estsblisied orgenisation
operating under the authority and zuldance of the Civil Service
Commission, OJur last report, prepared according to instructions
from the Buresu of the Budget, indicated that this Lgeney's

25X9 ratio would be 1 to Il for Fiscal TYear 195h. Tt ir essentisl
Vhat the personnel management function in this Agency de
staffed to meet our own specific needs which cannot be agzumed
to be identical with those of Federal establishments in general.

be Fage 3 of the Report
Carsgraph 3
In considering tie Report in relation to current activities
of tie Persomnel Cffice, it should be noted that iie /0, staff-
ing and budgetary informatien contained therein was devaloped
-l
T

‘Approved For Release 2002/01/11 ; GIA-RDP78-04718A001200100060-3
URONFIDENT . ,



CONKIDENTIAL
Approved For Release 2002/01/11 : CIA-RDP78-04718A001200100060-3

in the midst of 2 reorganisation of the Personnel O0ffice and
does nolt reprasent the current pleture.

g. Fage T of the Report

(1) Lth Complete Paragraph:

"It would appear that the principal cause of this {rspid
tarnover of clerical personnel) has been fallure to
corractly ascertain the intentions of applicants raiarding
now long they sxpected to stay with the Agency.”

4 higher rate of tumover msy be expecied to cccur
among clericel personnel than among professionals. hecognising
the desirabllity of recruiting individuals who intend to make
their carears in the Agency, it Is doubtful that the Agency
could meet a substenitlal part of its clerical needs by limit-
ing recrultment t0 such persons. The Personnel (ffice questions
spplicants regarding their intentions toward long-term employ-
ment with the Agsncy and considers this factor in evaluating
spplicante. rHowever, this is the kind of question which appli-
cants are inclined to amnswer in & manner wihich they balieve will
ke favorgble to their personsl intercsis,

(2) Last ‘aragraph:

The rejection of applicants should be exclusgively a
function of the Personnel Office except in those cases whers
the actual circumstances require the professional attention of
nedical and security specialists.

d, TPage 8 of the Heport
{1} Parsagraph L, lst Subparagraph:

twre eifective controls ower the contents and use of
porsonnel folders are needed. The PFersonnel Uffice has lacked
practical authority to conirol them and past efforts to do s¢
have generally been resisted Ly operating officiele uho seen
to consider such controls as a failure to provide adequate
service. 'diih respect to the maintonsnce of unofficisl person-
nel folders at various operating lewels, this is not within the
Jurisdiction of the Personnel 0ffice. . iowever, the development
of unofficlial folders in operating offices has been encouraged
by the relatdve inaccessinvility of official folders due to the
wide-spread locations of Agancy offices,
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(2} Farsgraph D, 2nd Subparagraph:

"Hot only should the {(official persomnel) folders be pro-
perly and uniformly organiged, tut the felders should
cantain 2ll date pertaining to the individusl's pereonality
traits, competence, and qualifications.”

With respsct to the need for stendardisation of tae
maintenance of personnel folders, the ‘ersomnel Jf{ice hes given
increased emphasis to the reasseubly of filed msterial in a
uniform fashion, IY ie aseunmed that the Inspector Cenersl's
corment is addressed to a broader provlem than such mgintenance,
The official personnel folder mmintained Ly the Personnel Office
does not now inclule many documents such as asseBsmant reports,
training evaluations, ete. Information of a highly personal
nature relating to personality coaracteristics, ste,, should
not be placed in the personnel folders until a strict and
effsctive control is meintained over the use of theee recorda,

e cage 9 of the Report
(1) raragrsph ¥, lst Subparsgraphs

"it is advanced that there would be a lower rate of turnover
of clerical employees if the acquiring ofilce was permitted
to interview the employee in advance and explain the types

of work, workiag; conditions, promotion possibilities, etc.”

At the present time, a placement officer interviews an
esuployee in advance of his aselnment 10 provide such information.
It is questionable that an additional interview of thie kind is
Justified in view of the additiomal expenditure of bot: time and
money which would be iavolved. Further it 1s essential that
the Personnel Office have fimal authority over the assd gnmant
of clerical personnel as long as the Personnel Office 1s
mesponsible for. the field recruitment of such parsonnel., %his
responsibility entails autiority to make final enployment
commitments subject to security processing,

(2) rarsgraph 3, 2nd Subparagraph:

"There is a question as to the value of the follpw-up inter-
views conducted by the ‘ersomnal Uffice to determine
whether an employee has veen correctly placed. It is
suggested thet these might e betier performed by the
office concerned.

-l -
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An svaluation of the effectiveness of persommel assignments
is the day-to~day rosponsivility of operating officials and
supervisors. The placement follow-up progrem is designed to
supplement such sctivities in order to inswre that an evaluation
is made and that both supervisors and enployees have an oppor-
tunity to exprees dissatisfeetions whieh #ight be diffteult for
them 10 express to esch other, Therefore, although there is no
question that operating components should pay more attention to
foellowing up on the effectivensss of asglgnments, the follow-up
progrem of the Personnsl Office should be continued, It should
be noted that the Parsonnel Evalustion heport provides an addi-
tional means for supervisors and employees Lo express opinions
eoncerning aszignments,

(3) Paragreph 2, 3rd Subparagraphs

"The placement officers are not sufficiently familiar with
the job qualifications required for open positions in
thelr area. In addition, placement officers giould know
the views of the asupervisor concerned on the type of
individual desired,”

fuperviscors are requested to provide such information in
connsction with recruitment requests, ihe information so
obtained hac proved, in most cases, to be insulficient as a
basis for effective recruitsent or placenent, It is alse
apparent from the qualifications information prepared by super-
visers that opersting components are not in agreament concerning
the qualifications requirements of similar dgeney positiens,
Probably the best solution to this situstion would be an appro-
priately controlied effort to analysze and define Agency job
qalifiontions. The Personnel Office is in the Process of
developing position stendards covering both classification and
qualification requiresents which are geared Lo the specifie
nseds of the 4igency,

(L} Parsgraph Ge1:

#The impersonsl treatment of both applicantes and employees
by the Personnel Office is ome of its greatest weaknesses,..
persenalised handling of personnel,,..should extend through
every phase of employee-igency relationship,.,."”

A1l of the phases of personusl mansgement should be peare
sonalised to the greatest extent precticable, not only within
the Personnel Offlce but also in the relationshipe of applicants
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apd. other offices such as Medissl, Seeuwrity, snd
gmmxﬁ t? suparvisery efficisls in the operating cempona l-zztl..
The upié growth of the Agemsy has adversely affwﬁfﬁ p;%-
sation in these relsticnsrips, Now that the sgency é::r ﬁd:zﬁ
atasbilized, it should be pessible to provids & gres gree

of parsopalizstion,
£, DPage 1D of the fepoTt
Farsgyaph O-lsot

Appeal.s ' , baan
" 15 to the Buresu of Employses’ Compansation ha:w
hmﬁdunhalmkatbaokwmmmmﬂntig
fairness 1t probsdly could also de said th the BEC does
ot teke a very forward-locking attituds on nost cases,
mﬁﬁn&a’mmmgemgmhummtmm;m taken by
private industry.”

b . ;, 4 P . 1
Parsgraph (=6=e (Page 13 of the Feport)t "the Personnal
ﬁm«ammmwiwmanwm&aimsﬁaml@m
with the Buresu of Feployees’ Compensation~-an sducational
program is probably necessery to show BEC some of the
conditions affecting employess peculiar to the Cii.

Stamderds for ths payment of soupensation claims %o Yaderal
smployess ars ntab&.ia‘& by the Federal ‘mlpma:* »ﬁma;ﬁ@
it of 1916, ss amanded, The Suresu of “mployses’ Compensation,
ourrently under the Depertment of Labor, is the ovgamisation
charged with responeidbility fer the adjudication of ﬁl&iﬂm
the Aet, The Buresu of Employess’ Compensation has expressed
%o our representatives the epinion theat claims submitted fyom vod
this Agemey sre &s thowsughly inveatigated and as well &?&ﬂﬂ%ﬁ
as any they receive, A comparison of the pereentage of (LA
claims spproved compares favorably with the average perceniage
of elsims a@prmmmmnmtas&vMM Tris is par-
tioularly significant since the Federal &nplnm* W?
Aot wes neb initislly designed o meet typos of Fmﬁ;:m w QWQ
are peculisr to tuls Ageney. tuy werking relatiensidpe with Sei
are excellent) and DEC, through experience in tk? actual vraz
cessing of cases and 8 gemine effert to sarve mis‘ Aganoy, ;a.
becoming incressingly femilisr with the requirsments of the un-
ueusl cases peculiar to our sctivities. n this sume g;mm% :ga%
it should bs noted that it was largely through tm m’!‘fm@a a‘ ‘
Paysonnel Nffice amd the Office of the Jemeral Counsel that tae
Zh~hour tour of duby concept was adepted by this Agemey in the

wém
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application of 1ts special s thorlty for psymsmts in connection
with {llness or injury incurved in the line of duty.

g+ Page 11 of she Heport

varagraph 3t

"The present Agency method for handling rotation and re-
assipwment iz neither effective nor afficiont.”

The Persormel ffice has not had authority to reassign

1, Problems in handling rotation and reassi gonent have

besn erphssised by the lack of any gtabilised mechanisn of con~
trel, Considarstion is now being given to e sstablistment
of sn Ageney Pmessigmment Joard to handls the assimment of

imdividusls who ars surplues to ths needs of their organisation.

he Page 12 of the Report
Paragraph 3-c, Subparagraph Lt

" me of the greatast fzults, if net the grestest, is the
ressaignaent of amployees returning fron OVErseas, .. nis
is partly toe responsibility of the Personnsl ffles but
more directly the responeibility of the Lu/P oitices and
stalfs."

"he Personnel (ffice is werking closely with auf® effices
and senlor staffs toc solve this problenm,

{1, tage 1L of the Report
paragrapt T

vihare im no question but that the Ageney las neglected
the problem of asslsting women to moke a sareer of ‘geney
work."

The Pansl on Uaresr Ssrvice for women has submitied its
finsl report to the CIA Career “ervice Soerd. Tids report pro-
vides a curvent snalysis of this provlem for une consideration
of the CIi Career Service Board, The Personmsl Uffice haw
done ¥hat it could in the interests of women within the
limits of ite suthority %o reoruit persommsl. The finel geleow
sion of candidates, except for clerical positions, is ths rre-
rogetive of the operating componant concernsd,
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J«  Page 16 of ths Report
Paragraph Ls

"There is no question but that a classification g#ysten is
required. It iz also agreed that the Civil Servies wage
scale iz acceptable. What is required is perhape a
classification systen tailored excluslvely t¢ the roguire~
mente of CIli."

The Agency's problenm with respect to claseification has
bean due to 2 lack of understanding among operating components
concerning the purposes of classification and their reluctanca ,
te accept the apslication of any classification system, The
sxperience of Uovernment and industry alike has demonstrated
the need for sysiematic classification of positions. This is
8 highly technical process which involves coneideration of
accupational and qualifications informstion as well as DEY.

Any proposal to revise the Agsmey's current classifioation
aysten should receive very careful consideration in relation

to the technical and administrative problems involved. In this
connsction, the Atomic Dnergy Commiseion, which because of its
ssourity requirements vas also exerpted from the Classification
Act of 1949, found iiself in serfous difficulty with the
Congress when it falled to admindster its clasmificatdon plan
in accordance with the basic principles stated in that uct.

ke Page 17 of the Report

(1) Paragraph s

"It would appesar that most of those difficulties {confusion
resdting from insufficiently close relationship betwaen
the Personnel Office and otber offices) could be overcoms
by having one individual in the Persomnsl Jf[ice assigned
the responsibility for being the focal point for each
office's personnel problems,"

Faragraph U=l (Page 19 of the Report): ‘"iach offiece should
have a personnel officer charged with & aspects of
personnel management, These officers should be troined

in persormel matters...and should be in close and constant
sontact with the Personnel Hffice..."

Establishment of focsl points in the Personnel Jffice as
suggeated in peragraph H would duplieste to a large eztent the
functions which are presumsbly those of the personnel officers

-8 -
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now located in TO/F Sentor Staffs snd Area Divisions and DU/I
offices and nmight loglesally result in the eliminstion of those
poeitions, It would seem unecomomical to adopt this suggeetion
and that of paragrsph D=l since both ars directed toward the
same objective of providing a single contact point on personnel
matters for opersting officials,

(2) Faragrsph It

" ,e0nt cccasion the Jecurity and iedicsl (ffices become
desply involved in personnel actions,..by disoussing an
employse's medical or sesurity disqualifications with him.
1t would save the igency trouble if all personnel actions
ware discussed with employees or applicanis only by the
Personnel 0ffice.”

Paragraph A~56 (Page 18 of the Heport): "ip;ylicants shonld
be advised of rejections only by the Personnel Office and
reasons for rejection should be confined as much as
pessible to 'There is no place in CI4 for you at this
time,* "

Paragraph U~5 (Fage 19 of the Report): "inly two indivi-
dasls in the Agency should be suthoriged to advisze an
employee of a personnel action~-the smployee's immediate
supsrior and the Fersoanel Direcior...discussion direectly
with the Security and tedicel COffieces should be discoursged.”

The general nature of the functions performed by the
Seourity and tedlecal Offices have inevitably resulied in their
participation in certain types of personnel asctlions, Uhile it
is desirsble insofar as possible that the Personnel Office
handie all such matters, discussions of medical snd security
faotors sometimes reach & point beyond which Personnel people
would not be professionally competent, Tn such cases the
applicant or employee concerned should have an opportunity to
discuss his disqualification with medieal or securlty speclalists,
In the interest of improved public reilations and in fairness to
the individusls concerned it would seem that rejected applicants
sbhould be given as much, rather than as litile, information as
posalble in commsctlon with medical disqualificatiens,

1. Page 18 of the Report
Paragraph A=l

Iin view of the ceiling placed on the Agenoy and the fact
that there ars now only limited professional wvacancles,

‘9*~
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it iz recommended thel the Peysonnel 2fiee =top 8ll
professional recrulting sxcept by specific direction from
the operating office...{and that the opersting office
furaish) specific nsmes of individuals %o be approsched
sither for recrultment or for lesds for recrulitument.”

Heeruitment of professional personnel hes always been
based on spacific reqguests from cpereting offices end nomina-
tions of candldater and supgested recruitment leeds have neen
s0licited.

me Page 20 of the Report
Faragragh L3t

"4 personnel yelatdons or training ofilcer should explain
to asw employees who enter on duty somebidng avout ths
precassing, the Ageney, etec.; to render the initiel pro-
cessing less impersonal.”

The Persennsl Office, for spproxiwtely 1& wmonths, has
been providing all new personnsl z one and one-half hour
orientation at the time of thelir entrance on duty. Tids pre-
sentation includes a discussion of such malters as genersl
dgency organisetion, leave, pay, employee benefits and services,
ad 2 apecial security processing indoctrination by = repre-
sentative of the Securlty Office, In the course of this pre~
sentetion an invitstion ie extended for individusls to discuss
any problems personslly with the speaker or with anocther
persomnel relations offlcer. 4 nore elsuorste orisntation as
to orgunization and security preciices is sresented in a one~
day session attended Ly all new personnel within one or two
weske of their eatrsngce on duty, In addition, avery em-
ployee is personally interviewed oy a placement officer upon
completion of his entrance on duty processing,
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